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- Foreword 


nderstanding implies grasping the underlying concepts related to an 

object of knowledge. Specified core concepts must support 

intelligent behavior. Without adequate comprehension of a complex 
topic, we will miss the ability to improve or improvise properly. The best way 
to gain insights into complex matters is through analysis and a change of 
perspective. 


Power is crucial for organizational scholarship and practice since it defines a 
company's propelling ability or capacity to change’, move forward, meet its 
objectives, and grow. 


This work focuses on the previously indicated capacity or ability as a 
prerequisite for a company's success. 


To write this book, | did a broad literature study in 2016 and used it as the 
groundwork for my research on power. | laid out the results of the mentioned 
study, published in 2017, in the tome ‘A First Exploration of Power: Personal, 
Societal, and Global.’ Following a continuation study, my second book came 
out in 2021, ‘Boosting Power in Organizations: Understanding and Improving 
the Strength of Production and Service Administrations.’ 


Next, | condensed the complex power issue into smaller parts, and better 
understood their interrelationships. 


This third volume bundles the findings of my two previous works and 
converges them into a scheme for a practice theory of power for 
organizations and businesses. 


| wish the reader a pleasant, meaningful, and inspiring read, hoping that my 
effort in this review better helps comprehend and apply the phenomenon of 
power to achieve companies’ results. Positive and constructive feedback will 
always be appreciated. 


1 See also Appendix |, p. 43, about ‘Critical Mass’ and change in social systems. 
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- Introduction 


rganizations and businesses make plans, set goals, and develop projects. 

Rarely do they thoroughly assess the capacities they need to realize their 

intentions. Moreover, there are cases where the plans are not well 
elaborated and miss crucial elements for their accomplishment. 


A Praxeology of Power for Organizations and Businesses now offers a tool that 
will enhance the insights about power and its use in organizations while at the 
same time enabling the leaders and managers of a company to appraise their 
required strength before engaging their targets, objectives, and goals. 


This book builds on the analysis from my two previous tomes about power. It 
rearranges the main findings in a system characterized by a Key Power Cycle 
(KPC) and a Basic Power Model (BPM). 


The system pinpoints the core findings of the existence and working of power in 
organizations from several renowned authors and writers. The KPC represents 
six identifiable stages through which the process of transforming ideas or plans 
into action and results evolves. The evolving cycle contains recurring patterns 
that are dynamic, interrelated, or linked. At the same time, a balance presumed 
in the whole system when aligned and working together ensures synergistic 
effects that raise the capabilities of the entire group. The BPM that follows 
works out and explains the complete process and system. | also included some 
findings from my field research. 


The text contains ten chapters, of which the last one is a summary. Please note 
that the words organization, business, business organization, and company 
appear without distinction in the text. 


The expediency of this book can be used for: 

1. Acquiring a more profound understanding of the phenomenon of power 
and, in this way, creating better possibilities for its gentler applications. 

2. Detect problem areas in organizations. 

3. Help organizations and businesses become more proactive by assessing 
their potential for success before engaging in action. 

4. To do training, research, or advisory work for the indicated types of 
organizations. 


Next, the reader finds a brief discription of the contents of this book: 


e« Chapter one starts by clarifying the concepts of Praxeology, Practice, 
Theories, a Model, Power, and Organizations. 


e Chapter two reviews the most critical findings from my two previous 
books on the topic, namely "A First Exploration of Power" and 
"Boosting Power in Organizations". 


e Chapter three considers some philosophical viewpoints and evaluates 
the basic concepts of my study to facilitate its analysis. 


e Chapter four pinpoints power based on renowned authors’ ideas, 
concepts, and findings about the topic under review. 


e Chapter five relates the crucial principles, rules, and facts provided in 
the previous chapter in a comprehensive, and fluent narrative that 
focusses on the workings of power in organizations. 


e Chapter six lays out an aimed Practice Power Model for Organizations. 
This chapter explains the workings of the Key Power Cycle and The 
Basic Power Model. 


e Chapter seven introduces an appraisal or measuring system of the 
capabilities within an organization. The mentioned system is based on 
intersubjectivity and provides better results as the raters are more 
experienced. 


e Chapter eight confronts the factors of the Key Power Cycle with each 
other in a 2 x 2 Matrix and deepens the insights into the power 
dynamics within a business organization. 


e Chapter nine presents a Comprehensive Business Model that can guide 
the assessment of a particular business. A general layout indicates all 
the core activity areas that must perform well. 


e Chapter ten is a recap, or summary, of the preceding eight chapters. 


The text contains further: twelve Appendices, of which the last two, compiled 
by ChatGPT, offer key points on the main philosophical ideas reviewed in the 
text and their positive use in business organizations; nine numbered Text 
boxes; seven without numbering; eight Tables (two indicated with A and B); 
three graphs; two diagrams; two graphics; one Layout; and two Matrices. 


1. Clarifying the concepts first 


or a downright understanding of the title and subsequently the complete 
subject of this book, a good grasp of the following concepts is crucial: 


1.1. Praxeology (or Practice theory, or theory of Social Practices) is a 
theory that seeks to understand and explain the social and cultural world by 
analyzing the repetitive practices in daily life. It aims to clarify the relationships 
between human action on the one hand and purposeful behavior in an overall 
entity that we call 'the system’ on the other. 


1.2. Practice refers to the actual application or use of ideas and 
principles instead of the theories that only explain them. It also means to do 
something repeatedly to acquire or polish a skill. 


1.3. Theories, in general, entail a supposition or a system of ideas 
intended to explain something, primarily based on general principles 
independent of the thing to be explained. A theory is therefore a well- 
substantiated explanation of an aspect of the natural world that links possible 
causes to their effects. It can incorporate laws, hypotheses, and facts. 


1.4. A model is a schematic representation of reality as we see it, 
presenting known facts and allowing us to predict what should be confirmed 
if the theory is true. Hypothetical models are, for that reason, testable and can 
be verified or rejected. They can also be improved or modified as more 
information comes in so that the prediction accuracy becomes more 
significant over time. In no way do they represent the end of the scientific 
method. 


1.5. Power is the capacity or ability to get things done, either directly or 
by influencing the behavior of others or changing the course of events. It lies 
at the core of the social sciences and touches everybody in one way or 
another. 


1.6. Organizations are social settings where people work together to 
achieve pre-defined goals and objectives. They can consist of a neighborhood 
association, a charity foundation, a religious group, a military force, a worker's 
union, a business, or a company. The word organization also refers to the act 
of forming or establishing something. Organizations frequently reveal 
fundamentally contested and accommodating fields of power. 


2. Reviewing salient findings 


2.1. My initial book, A First Exploration of Power, borrows freely from 
various authors’ concepts and practices about personal, societal, and global 
uses of power. The main finding was that we face no clash of civilizations 
but a conflict of consciousness and morality levels. A second important 
conclusion, keeping a close relationship with the first one, revealed 
consciousness, culture, worldviews, human values, and ego-management 
as the most probable fields where personal misconduct can originate, 
particularly when people lack control. 


Power, seen as the ability or capacity to do or get things done, must be 
considered a neutral factor. The human mind, the principal source of all 
human power on earth, applies it positively or negatively through its 
intentions, needs, moral code, and value system. 

When fueled by greed, the powerful won't 
spare the powerless, who lack counter- Wenn 


F : : Self-interest above all. 
force to contain them. The _ historical 


Be wrong and strong. 


development of — colonialism and . Materialism is best. 
és ae : “4 Thrive on double standards. 
imperialism, where Machiavelli's amoral cue 

. The end justifies the means. 
approach sprouted deep roots, proves this. Text Box 1 


Although my first volume 
about power is neither a 
Build character and stand your ground. . bout politics nor a 
Get yourself an adequate suitcase of knowledge. treatise abou p 
Develop context-bound social knowhow. paper about geopolitics, it 
Become educated in consciousness, culture, holds essential elements 
worldviews, human values, and ego- . 
monsreiene that offer a pretty good view 
Pursue vertical mobilization and linking to regarding the international 
Promote social mobility and social change practice of the powerful. 
according to local general interests. Text Box 1. exhibits a 


Shape public and private institutions according summary of the mentioned 
to values and rules of good governance with 


moral and responsible civilians. practice. Consequently, 


Introduce public policies with clear national people in ex-colonies and 
objectives and goals and avoid the Power- eas r 
those living in modern 


Morality gridlock. Text Box 2 
countries alike should 


empower themselves to thrive better in a world under the influence of 


Rules for Self-Empowerment and Public Policy 


achieve real social change. 


alien or abusive power. Text Box 2 provides some guidance for self- 
empowerment and public policy. 


Gerhard Gohler, Professor at the Free University Berlin (until 2006), coined 
the distinction between 'power to...' and 'power over...'. The first holds the 
power to do things, is detached from people, and is often technical. The 
other use of power refers to the control exerted over people through social 
power. 

Research reveals further that there are two primary forms of using social 
power. The first form is gentle, while the second form is harsh. 


There are numerous reasons to prefer the gentler versions of the use of 
power over the harsh ones in organizations. Briefly stated, we find that 
exceeding the extreme applications of power will fuel insurrection while 
eroding the legitimate bases of authority. 


Adam Kahane (2009) puts it the following way: Unless humans succeed in 
balancing and complementing their instinct for dominance with their ability 
to be caring, the world we live in will never solve its social problems and 
coexist in harmony. 


Also, the ancient mystical teachings have their say about power. Typically, 
they go straight to the heart of the matter since they relate power directly 
to the individual. As we have seen 

already, power originates in the human Power and Strength 

being. These teachings also attribute a according to the 

moral dimension to power and admit escre dowsaotnsoncld 

that knowledge is not everything. | “spac yn ons etee 
Insight, understanding of relations, | everything that exists. 

intuition, vision, courage, time, and | - Benefits from inner voice or intuition 
context play their roles in the mystic | Wen making important decisions. 
view of power. 


- Discern well before applying 
universal laws responsibly to achieve 
both personal and collective benefits. 


Besides, the powerholder should not - Willpower that brings victories that 


take anything for granted and act | ‘tWisely intime and context. 
- Courage to listen and learn from 


alone. Advice from those deemed | those who know things better. 
erudite should also create added value Text Box 3 


for them. Finally, it seems that accurate control over others starts by 
controlling oneself, and there should also be collective benefits. See text 
Box 3 for a summary of this paragraph. 


Accepted, sanctioned power is called authority and should not be confused 
with manipulation, where people are unaware of what is happening to 
them. In 1960, French and Raven identified five power bases in 
management and classified them into formal and personal powers. 

In 1983, the Canadian-American economist John Kenneth Galbraith 
identified the element of submission and introduced three instruments to 
use it, which are: condign (deserved punishment), compensating (positive 
incentives), and social conditioning (any mental influencing tactic, including 
persuasion). Further, he divides power by source, personality, property, 
and organization in his classification. 

The principal rule of power is that the most dependent person has a weak 
position and provides ‘power over others' to their opponent. A second 
dictate is that the person with more resources can employ the weaker ones 
to produce more wealth. The third rule of power reads: Specific conditions 
can demand certain actions that don’t leave space for acting otherwise. 
Fear comes out as a strong driver for some to exert power over others, 
while in others, fear makes them prone to accept the control imposed by 
others, even abusive power. It is prosperity that is most likely to make 
people feel secure. While having the opportunity to achieve success makes 
people less fearful. 


2.2. My second book, 'Boosting Power in Organizations’, narrows down the 
topic of POWER for its applications in production, business, and service 
administrations and focuses on issues like dependence, control, feedback, 
and outcomes. | also pointed out that in all companies, their culture, 
processes, and structure must be in line with each other and with their 
strategy and action plans while counting on adequate resources. The 
ultimate focus must be on the clients’ needs and satisfaction. My second 
book forms the major foundation for this third volume without neglecting 
my first volume about power. 


The resulting literature study reveals that the ability of organizations to 
influence their results relies roughly on four elements: 1. A series of general 


rules about power; 2. The human factor; 3. The arrangement of the 
company; and 4. The context. Additionally, the existence of an adequate 
organization means people execute work through effective management 
systems and styles, adequate resources, and, with some luck, the group will 
be more prone to success. 


More precisely, the mentioned book shows that whether an organization 
dedicates itself to producing goods or services, it needs resources in the form 
of people, capital, materials, and equipment. Next, it must effectively and 
efficiently arrange its resources to produce the goods and services in 
demand. Then follow decision-making and control through effective 
leadership of strategies, policies, and budgeting as essential instruments of 
power. The organization's power sources and resources also form part of a 
prearranged whole with its own culture, processes, and structure that help 
drive the organization toward its desired results. Those who make the 
decisions and rules throughout the ranked form of the organization, 
occupying different formal positions, are the real power holders. 


The volume Boosting Power in Organizations contains further tenets or 
principles that are not repeated here. Instead, Chapter 4 of this third volume 
rearranges and increases them to 35. 


My second book continues by sketching the relationship between the 
concepts of power, dependence, and influence. Then follows how managers 
and workers gain, utilize, and distribute their power through different forms 
and applications. Finally, we find the effects of power throughout the 
organization. A factor that stands out is that dependent relationships are at 
the core of all power dealings between people and organizations. 


; The human mind appears as a vital 
The Mind i 
Pett power source, not always rational and 
Humans’ Primary Power Source ae : . 
Intelligence and Mindset. objective but somewhat irrational and 
Knowledge and Knowhow. subjective. Low consciousness levels, 
Talents and Skills. poor cultural conditions, narrow 
Experience. world-views, crooked values, and 
Expertise. unbalanced egos seem to feed the 
Ambition and Volition. possibilities of misbehavior when 
Persuasion and Resilience. people are poorly educated. On the 
Text Box 4 . P 
other hand, we see communication, 
motivation, and teamwork that can change service to oneself into service 


to others. Understanding everybody's needs, particularly those of the 
customers, turns out to be prevailing. Other essential issues that make the 
whole organization work are grounding its values, using strengths to grasp 
opportunities in time, fending off threats, and negotiating and 
compromising when necessary. 


However, Adam Kahane (2009), in his book 'Power and Love: A Theory and 
Practice of Social Change,’ stresses that one should avoid tactics solely 
based on negotiating and compromising or those that are violent or 
aggressive since they will ultimately lead to poor outcomes. Instead, one 
must balance all practices with gentler uses of power that promote 
teamwork, cooperation, and loyalty through shared interests, fair 
treatment, incentives, and trust. 


Returning to values, O'Reilly and Pfeffer (2000) unveil in their book 'Hidden 
Value’ that when organizations have a mixed culture, the application of 
universal values helps bridge the differences and glue together the whole 
company. Constant training? can further increase the capabilities of 
ordinary workers to the point where they transform their organizations 
into excelling ones. 


In 'A Theory of Power,’ Jeff Vail (2004) goes a step further than the direct 
dependence relationships by revealing that connection webs between 
workers compose power elements on their own. That connection webs 
are important argues in favor of teamwork, structured work progress 
meetings, effective communication systems?, and networking since all 
increase the synergistic effect that makes the company's results go beyond 
the sum of its independent parts. Consequently, positive 
interrelationships can help perform work better. 


So far, the summary of my first two volumes about POWER. 


For more details, the reader must turn to the two complete volumes 
that contain the findings of my two literature studies, which are: 

1. A First Exploration of Power; Personal, Societal, and Global. 

2. Boosting Power in Organizations; Understanding and improving the 


strength of production and service administrations. 
Text Box 5 


2 See also Appendix Il, p. 44, Education and Power. 
3 See further Appendix III, p. 45, The Power of Communication. 
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3. The analytical context 


My literature search on power unveiled many points of view and facts, 
which | will expose next. First, the reader will find the arguments made by 
well-known thinkers and, second, the clarification of essential concepts. 
The intention here is to explore a framework of ideas that allows for better 
analysis and understanding of the phenomenon of power. 


The mentioned search covers specific issues as presented during successive 
periods by the thinkers summarized in the table displayed hereunder: 


Issue Period or Influence Thinkers Main Stand on Power 
Philosophical | + 5 Century BCE: Power must be based on 
considerations Ancien China intelligent planning and 
regarding morality without the 
power need for aggression. 
4" Century BCE: The Plato The ‘strong’ should 
Ancient Greek palates have power over the 
Polemarchus P on 
weak’ if there are rules. 
Thrasymachus 
European Middle Ages Machiavelli Strong leadership 


and Self-Interest 


(power) is required for 
the sake of national 
sovereign 


16" — 19" Centuries: « Thomas Hobbes | Rulers and their 
Social Contract » John Lecke subordinates come to 
Theories : - oe an understanding of 
ousseau ; 
=" Immanuel Kant protection and 
obedience through a 
social contract. 
Second half 19" " Karl Marx =| Competition and 
Century: Modern * Emile Durkheim | expjoitation, but also 
Social Theory ae Neca cooperation, structure 
society. 
Early 20" Century: = Max Weber Hierarchy provides 
First Theory about authority for the 
Power in Organizations legitimate use of power 
and influence. 
To the 20™ Century: = Friedrich (Will)power is a vital 
Theories about the Nietzsche human asset of the 
Mind & Behavior : eae Arendt | mind that belongs to 
= Michel Foucault : 
= Anthony both the seemingly 
Giddens powerless, and the 


powerful, is 
everywhere, and relates 
to perception. 


Table 1A 


3.1. Philosophical considerations 
China: Intelligent planning and morality without the need for aggression 


Around the 5th century BCE, the Chinese military strategist and 
philosopher Sun Tzu recommended an intelligent and moral use of power 
through careful preparation and planning. His main advice was that the 
best way to reach one's goals or win was without fighting. We find here for 
the first time an ample approach to power. This approach included the 
intentional use of the human mind, the careful consideration of 
circumstances, precise timing, and the planning of resources. Furthermore, 
this Chinese strategist stressed the use of intelligence over force with a 
keen knowledge of right and wrong, to the point that one can reach 
victorious objectives before falling into aggression. In other words, Sun Tzu 
offers a "gentler" perspective on the use of power. 


The Ancient Greeks said that the "Strong" should rule the "Weak" 


Since approximately the 4th century BCE, ancient Greek philosophers have 
had their own opinions about power. In Plato's famous work, The Republic, 
Thrasymachus disagrees with the outcome of Socrates' discussion 
with Polemarchus about justice. The latter claimed that "Justice is the 
advantage of the stronger" and that "injustice, if it is on a large enough 
scale, is stronger, freer, and more masterly than justice". Socrates then 
counters by forcing Polemarchus to admit that "there is some standard of 
wise rule". Thrasymachus does claim to be able to teach such a thing and 
argues that this suggests "a standard of justice beyond the advantage of 
the stronger." Plato states that "political power must base itself on 
possessing superior intelligence, not physical force. From intelligence 
springs a knowledge of moral truths serving the interests of the governed. 
The state's interests must prioritize the interests of any individual." 


Aristotle, in his turn, argues that "the best regime corresponds to the best 
way of life for a human being. The latter is living nobly and according to 
virtue. The rule needs a basis in education and virtue. It is necessary to 
enforce the laws well. Regimes should take care not to alienate any one 
portion of the population." 


It is remarkable to see how, before the start of Western civilization, 

as we know it, philosophers expressed their concerns about the advantage 
of the stronger over the weaker. The benefit mentioned had to be 
controlled by the rules of justice. Also, intelligence had to rule over physical 
force through moral truths and virtues acquired by education in service of 
the common good. 


The European Middle Ages: Focus on own interests! 

Finalizing the European Middle Ages, we find the Italian Nicolo Machiavelli. 
This philosopher, diplomat, and writer highlighted that leadership involves 
many skills and that every situation requires a different approach. Leaders 
must surround themselves with loyal followers and be cautious of those in 
opposition. Strong leadership is necessary because people are entirely and 
inherently self-interested and self-serving. Machiavelli went even further 
and put national interests on top of everything. When sovereignty is at 
stake, the end justifies the means. Said differently: Everything goes, even 
disregard for morality. 


In effect, Machiavelli’s suggestion to prepare a specific plan for each 
occasion resembles an approach that today we would call "Contingency 
Planning" as is the case in the theory and practice of "Situational 
Leadership". Further, he did not invent amorality. Instead, he described the 
temperament and beliefs of his time, where the rulers put more 
importance on practicality than decency. Their interests outweighed any 
form of morality. Till today, we have experienced in politics and geopolitics 
that power stands above and beyond moral principles when it boils down 
to maintaining the stability and safety of the nation. 


Achievements under protection (16th- 19th centuries) 

West Europeans became more concerned with civil and labor protection 
during the late sixteenth and early nineteenth centuries. Social security 
should now complement the safety, accomplishments, and performance of 
individuals. The social contract theory says that people live together in 
society through an agreement establishing moral and political rules of 
behavior. Thomas Hobbes (1588-1679) and John Locke (1632-1704), both 
influential English thinkers of their time, as well as the Swiss philosopher 
Jean Jacques Rousseau (1712-1778) and the German enlightenment 
thinker Immanuel Kant (1724-1804), all proposed the introduction and 
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usage of social contracts and promoted social security. Later, during the 
nineteenth century, trade and labor unions originated in Europe and its 
colonies. Labor contracts were now born in which the rights and duties of 
all parties involved were committed, likewise in an agreed political and 
social contract. 


Power serves society and the state (second half of the 19" century). 
During the second half of the nineteenth century, Europe saw sociology's 
founding. Karl Marx (1818-1883), Emile Durkheim (1858-1917), and Max 
Weber (1864-1921) became the intellectual fathers of modern social 
theory and research. 


Marx views power as something held by a particular group (the dominant 
class) in society at the expense of the rest of the community (the subordinate 
class). The latter is a zero-sum concept of power since a net gain in the 
dominant group's power represents a net loss in the power of the rest of 
society. 


Durkheim suggests societal power and structure base themselves on 
cooperation, interdependence, and shared goals or values. Conflict theory, 
rooted in Marxism, asserts that social structures result from social groups 
competing for wealth and influence. 


Weber considers authority to be the legitimate use of power that stems from 
hierarchy. Individuals accept and act upon orders given to them because they 
believe doing so is right. On the other hand, in coercion, others force people 
into action, often with the threat of violence, which one should always regard 
as illegitimate. 


Marx, Durkheim, and Weber, all three thinkers, treat power primarily in the 
context of society and the state. Nevertheless, their ideas, in adapted forms, 
found their way into organizational and management theory. 


An implicit (first) theory about power in organizations: 

Max Weber became the first academic thinker to leave the arenas of 
society and the state to move into the domain of organizations. He created 
the bureaucratic model, a rational-legal prototype for large public and 
private organizations. Weber noticed that the modern bureaucracy relies 
on the general principle of precisely defined and organized across-the- 
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board competencies for the various offices. The following rules, laws, or 
administrative regulations underpin the referred competencies: 


1. Arigid division of labor that identifies the regular tasks and duties of 
the bureaucratic system. 


2. Regulations describe firmly established chains of command and the 
duties and capacity to coerce others to comply. 


3. Hiring people with certified qualifications supports the regular and 
continuous execution of the assigned duties. 


Weber remarks further that the abovementioned three aspects constitute 
the essence of bureaucratic administrations in the public sector. In the 
private sector, these three aspects form their administrative management. 


Additional principles and characteristics are: 


1. Specialized roles. 


2. Recruitment based on merit (e.g., tested through open competition). 

3. Uniform principles of placement, promotion, and transfer in an 
administrative system. 

4. Careerism with a systematic salary structure. 

5. Hierarchy, responsibility, and accountability. 

6. Subjection of official conduct to strict rules of discipline and control. 

7. Supremacy of abstract rules. 

8. Impersonal authority. 

9. Political neutrality. 


At this point, some comments are in place. Although Weber didn't present 
a theory about the use of power in organizations, his ideal-type model of 
bureaucracy contained several vital issues about control. So, he introduced 
the notion of authority as the legitimate use of influence. Also, he 
recommended important topics like merit recruitment, the division of 
labor, a hierarchy with its corresponding distribution of power, rules of 
discipline and control, etcetera. What is also true is that Weber's model 
never produced optimal results since several of his principles degenerate 
in real-world scenarios through things like misplacement, a lack of an 
effective salary merit system, and incompetent management. 


Furthermore, this type of bureaucratic organization tends to invite 
exploitation. It underestimates the employees’ potential, as the workers’ 
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creativity is brushed aside in favor of strict adherence to rules, regulations, 
and procedures. In any case, Weber's initiative was more than welcome in 
a world void of organizational theory. Besides, it still stands as an example 
of how groups can achieve efficiency and effectiveness, especially 
regarding better output. The latter is particularly true when the 
"Bureaucratic Model" emphasizes qualification (merits), specialization of 
job scope (labor), rules, and discipline. 


To the 20" Century: The mind and its influence or impacts 

Finalizing the nineteenth century and covering a large part of the 
twentieth century and beyond, we find philosophers who dig deeper into 
the human mind, evaluating impacts. Four highly influential thinkers are 
Friedrich Nietzsche (1844-1909), Hannah Arendt (1906-1975), Michel 
Foucault (1926-1984), and Anthony Giddens (1938-present). The 
following review addresses their main thoughts on power. 


Friedrich Nietzsche is a late 19th-century German philosopher who sees 
"The will to exert power" as a central concept in his philosophy. According 
to him, power is best understood as an irrational force found in all 
individuals that can be channeled toward different ends. He also believed 
that this "will power" is the desire or main driving force in humans, 
namely, achievement, ambition, and the striving to reach the highest 
possible position in life. 


Hannah Arendt was a German-born Jewish political philosopher, author, 
and Holocaust survivor. She is widely considered one of the most 
influential political theorists of the 20th century. One of her main concerns 
after World War II was to resist evil. Power, according to her, is not only in 
the hands of the beholder but also in the hands of the oppressed and the 
persecuted. Some of Arendt's essential ideas are: 


e Totalitarian ideologies acquire the capacity to do evil when people live 
in devastating conditions. 


e A failure or absence of sound thinking, and judgment faculties will 
result in pleasing to evil. 


¢« Not taking a stand against evil will facilitate its lamentable success. 


Arendt is well known for her 1951 work, The Origins of Totalitarianism, a 
study of the Nazi and Stalinist totalitarian regimes. 
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This philosopher's thoughts can help us understand the power paradoxes 
of "the powerless, powerful" and "the powerful, powerless." Or 
understand the metaphor of power as a rotating frying pan with a handle 
that someone else holds each time. 


Michel Foucault is a French postmodern thinker who has been hugely 
influential in shaping our understanding of power. He leads away from the 
analysis of actors who use power as an instrument of coercion and away 
from the subtle structures in which those actors operate. Instead, he 
adopts the idea that 'power is everywhere, diffused and embodied in 
knowledge, discourse, and ‘regimes of truth’ (Foucault 1991; Rabinow 
1991). The mentioned philosopher not only sees that the phenomenon of 
power is everywhere but also that it can mean different things to different 
people or depend on circumstances. Foucault matches power further with 
thoughts and words. One can find a battle for the human mind in 
discourses, regimes of truth, religion, manipulative media, political 
propaganda, and business advertisements. In all the cases mentioned, the 
audience gets a prefabricated reality to swallow, representing the interests 
of the power holder. For Foucault, the more fine-grained our power 
analysis, the better equipped we are to adopt a critical perspective on the 
modes of governance in which we participate. Finally, power is, for 


Foucault, what makes us what we are. www.powercube.net/other-forms-of- 
power/Foucault-power-is-everywhere/ 


Anthony Giddens is a highly influential British sociologist and social 
theorist. His structuration theory is a theory of social action that claims that 
we can understand society in terms of effort and structure, a duality rather 
than two separate entities (Cf. Google: Anthony Giddens Structuration 
Theory). In Giddens' theory, action, social structure, and power are all 
intrinsically related through an ongoing interaction of mutual influence 
where people first create their society. Next, that same society will 
structure the people. Said differently, the power structures and their 
respective social class systems in which people live and work are self- 
constructed. Consequently, by understanding how people produce and 
reproduce structures through thinking, communicating, and acting, there 
is the potential for changing them, mainly through social mobility. 
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So far, my review of the classic philosophers and sociologists in this book. 
Newer ones will be Galbraith, Gardner, Hawkins, Kahane, Pfeffer, Robbins, 
Vail, Alblas, et al., who wrote explicitly about power and power theories. 


In Chapter 6, | will address them in more detail. Yet, it should be clear that all 
the appraised thinkers attribute a unique position to the human mind and 
character regarding power. 


3.2. The conceptual pillars 


Next comes, insofar as it doesn't occur elsewhere in the text, some deeper 
clarification of the main concepts that this study revealed about the topic of 
power. Referred concepts are the following, as indicated in the next table: 


Power Source 

Authorit Resource 
Influence Instruments 
Dependence Strategy & Tactics 
Dynamism Balance 
Inter-connectedness Synerg 


Table 1B 


Power relates to words like control, supremacy, and command. It also plainly 
means ability, capacity, capability, potential, drive, or might. Politics and 
geopolitics often define it as the ability of an actor to realize his objectives 
against opposition from others with whom he is in a social relationship. The 
mentioned view of power contains elements of harshness and coercion. Yet, 
the concept of power is more complex since it acts as an invisible force that 
operates in all fields and on all levels. Michel Foucault saw power everywhere 
and said that it could mean different things to different people, moving away 
from a one-sided view of power. For this reason, | define power in this text 
for use in business organizations as the capacity or ability to get things done 
directly or by influencing the behavior of others or changing the course of 
events. Here the use of the term power appears neutral, its applications 
gentle or harsh depending on the moral values of the powerholder or the 
needs according to circumstance. 


Authority Authority means the legitimate right to give orders, make 
decisions, and enforce obedience. Weber labels authority further as an 
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influence based on perceived legitimacy and formulates a system classifying 
the following three types of authority: 


e Traditional Authority: Power legitimized by respect for long-established 
cultural patterns. 


e Charismatic Authority: Power legitimized by extraordinary personal 
abilities that inspire devotion and obedience. 


e Rational-legal authority, also known as Bureaucratic Authority, is when 
legally enacted rules and regulations legitimize power. 


Influence, in turn, refers to the effect on the character, development, or 
behavior of someone or something, or the outcome itself. Consequently, 
while power always represents the capacity or potential to do something, 
influence embodies the results and outcomes of that power. 


Dependence: "American sociologists first developed a theory about the use 
of social power. Important names in this respect are George C. Homans 
(1910-1989), Peter M. Blau (1918-2002), Richard M. Emerson (1925-1982), 
and Claude Lévi-Strauss (1908-2009). Homans defined social exchange as the 
exchange of activity, tangible, or intangible, that is relatively rewarding or 
costly between at least two people. In 1962, Richard Emerson pinched the 
power-dependence theory, stating that the more somebody cherishes 
benefits controlled by another, the more dependent that person is and the 
less power he has in the relationship" (Cf. Wikipedia, Emerson, and 
Dependence Theory). 


Power-dependence relations became the central concept in all social power 
theories. A critical issue is that social ties often require collective action 
between actors and agencies. The mentioned social ties can fail because of a 
mismatch between calling and reacting to an urgency due to dependence on 
others. 


The remaining concepts, which are dynamism, interconnectedness, source, 
resource, instruments, strategy, tactics, balance, and synergy, will be tackled 
and explained as this text develops according to the topic of discussion. 
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4. Pinpointing power 
4.1. Ten core elements 


en concepts and variables about the topic of POWER follow from my 

literature study. They embody core elements that make it possible to 

better explain the phenomenon under review through a related 
system of ideas, principles, rules, and facts: 


|. Power is the capacity or ability to direct or influence the behavior of 
others or change the course of events. 

Il. In human societies, mindpower seems to be the ultimate source of 
power. 

Ill. Power entails a variety of resources and instruments to reach objectives, 
goals, and targets that must satisfy customers and organizational needs. 

IV. There is the material form of power, like energy, machines, or money, 
that can get things done (power to), and the condition of quality or 
faculty, like the strength of character or thoughts, that exerts control 
over others (power over, or what we also call social power). 

V. Dependence is at the basis of all human power relations. 
a. There are functional and conceptual links between 
dependence, power, and influence. 
b. The mentioned links are: 
i. Dependence = Potential Power! 
ii. Power = Potential influence! 
iii. Influence = Mobilized power that achieves an effect! 
Vl. Hierarchy provides a legitimate basis for power. 
Vil. There are two primary uses of social power: 
a. Normalizing/Cooperative/Accommodating (Gentle). 
b. Repressive/Competitive/Confronting (Harsh). 
VIII. Power requires balancing its harsh approaches with gentle practices. 

IX. Strong relationships based on organizational interests, coalition 
formation to reach common goals, teamwork (including those fostering 
creativity), and networking form dynamic connections with synergetic 
effects that raise the power of a group or the entire organization. 

X. Power is almost always contested. 


The ten selected core elements are far from being able to fully explain the 
workings of power in organizations since the topic is dynamic and complex. 
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4.2. More principles, rules, and facts ... 
Next follow more views about power: 


1. Power refers to an invisible, though real, and immediate ability to do 
things. 

2. Power is neither good nor bad. 

3. It can, however, be applied positively or negatively, depending on the 
actor's motives and intentions, or related to pure chance. 

4. In this way, power can serve self-interest or the common good. 

5. Conditions for having power are the willingness and the ableness toward 
a specific end. 

6. Knowledge about the company's internal qualities (culture, processes, 
and structure) and its external position (market, customers, and 
competition) is a sign of competence. 

7. Specific conditions can demand certain actions and outcomes. 

8. An effective strategy with its associated tactics serves the outcomes of 
power well. 

9. Consequently, a strategy’ is a force’? of power applied through adequate 
sources, resources, and instruments. 

10.All fields of activity deal with the phenomenon of power. 

11. All power is different; it varies by field, type, form, level, and intensity. 
12. All specific types and forms of technical and social power have a limited 
reach or boundary. 

13. In command chains and work processes, dynamic relationships, and 
connections result in more meaningful outcomes than what is connected 
itself. 

14. Those who make the decisions and establish the rules are the most 
powerful. 

15. Personality, property, and organization are sources of power. 

16. The difference between what you have and what you must do to reach 
your goals is a strong indication of the power that you possess or lack. 

17. Submissive ways of using social power are condign (deserved 
punishment), compensating (positive incentives), and social conditioning 
(any mental influencing tactic, including persuasion). 


4 See also Appendix IV, p. 46, Power, Strategy, and Tactics. 
5 See further Appendix V, p. 47, Power and Force. 
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18. The most powerful have an advantage over the weaker ones to hire, lead, 
and control (the supreme powerful). 

19. However, the powerless (mainly when conscious and united) can come 
into positions where they neutralize or even beat the powerful. 

20. In this way, we get two power paradoxes: 

a. The powerless, powerful, and 

b. The powerful, powerless. 

21. Isolated power does not exist. 

22. Nobody reigns alone or has absolute power. 

23. Effective control mechanisms must keep inclinations toward absolute 
power in check. 

24. Power can also be applied in active or passive ways. 

25. Nothing is free. 


So far, thirty-five (35) characteristics help depict power in companies. They 
may not be exhaustive, but they surely grasp the crux of the matter. Consider 
noting that the first ten tenets have been reshuffled in content and sequence 
compared to those used in chapter five of my book Boosting Power in 
Organizations. 


The following chapter will focus on a practice theory for applying power in 
organizations and businesses. To the extent that | do not explicitly mention 
the thirty-five identified characteristics, this will not implicate that they have 
no place or aren't playing a role in the practice theory. 


My practice theory implies, in its terms, the existence of power sources, 
resources, and instruments mobilized through a dependent yet dynamic 
group of people operating within a particular context. In addition, the 
operation of a power cycle entails willingness and ableness to act, overcome 
obstacles or resistance, and end with the verification of the processes and 
the results that ensured the conversion of the available capacities into 
influence and realized objectives, goals, and targets. 
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5. Relating power in business organizations 


hatGPT, using the 35 principles, rules, and facts about power provided 
earlier, makes the following fluent and comprehensive summary of 
the main workings of power in business organizations: 


Power, in the context of human societies and business organizations, is the 
capacity or ability to direct or influence the behavior of others and change 
the course of events. It encompasses a diverse range of resources and 
instruments used to achieve objectives, goals, and targets that satisfy both 
customers and organizational needs. 


The concept of power can be understood through two main dimensions: 
material form (power to) and the human condition of quality or faculty 
(power over or social power). Material forms of power encompass tangible 
resources like energy, machines, and money, while social power arises from 
the strength of character, thoughts, and the ability to control others. 


Dependence lies at the core of all human power relations, and there are 
functional and conceptual links between dependence, power, and influence. 
In this context, dependence translates to potential power, power signifies 
potential influence, and influence represents mobilized power that achieves 
an effect. 


Within human societies and organizations, power is almost always contested, 
leading to different uses of social power. It can be cooperative and 
accommodating, or it can be competitive and harsh. Effective power 
dynamics require a balance between these contrasting approaches. 


Strong relationships, coalition formations, teamwork, and networking foster 
dynamic connections with synergetic effects that elevate the power of a 
group or the entire organization. Strategies, along with appropriate tactics, 
play a crucial role in harnessing power to achieve desired outcomes 
effectively. 


Power is inherently neither good nor bad; its moral implications are 
determined by the motives and intentions of the actors involved. It can serve 
self-interest or the common good, depending on how it is wielded. 
Knowledge about the internal and external aspects of a company 
demonstrates competence and enhances people’s power. 
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In all fields of activity, power plays a fundamental role, manifesting in various 
types, forms, levels, and intensities. Specific types and forms of technical and 
social power have limited reach or boundary, making their understanding 
and management critical. 


Command chains and work processes involve dynamic relationships and 
connections, leading to more meaningful outcomes than just the sum of their 
parts. Decision-makers and rule-setters hold the highest forms of power 
within organizations. 


While the most powerful have advantages in hiring, leading, and controlling, 
the powerless, when united and conscious, can neutralize or even overcome 
the powerful. This leads to the paradoxes of the powerless, powerful, and 
the powerful, powerless. 


Absolute power does not exist, and even those in significant positions must 
be subject to effective control mechanisms to prevent the abuse of power. 
The distribution of power demands awareness of its various aspects and 
dimensions, acknowledging that power can be active or passive, and is 
always subject to certain limitations. 


In conclusion, understanding and managing the distribution of power is a 
complex and dynamic endeavor within human societies and business 
organizations. It involves recognizing the diverse resources and instruments 
that contribute to power, embracing both cooperative and competitive 
approaches, and ensuring that power is wielded responsibly to serve the 
greater good. Effective power dynamics rely on synergistic relationships, 
knowledge, and strategic decision-making, while maintaining awareness of 
the potential for power to be used positively or negatively. 
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6. A practice power model for organizations 


any wrote about power. Philosophers through the ages addressed 
the mentioned concept, mainly, however, in politics and 
geopolitics. 


In other fields, we find, among others, John Kenneth Galbraith, who in 1984 
wrote his 'Anatomy of Power.' Jeffrey Pfeffer wrote in 1992 about 'Politics 
and Influence in Organizations.’ Then came Jeff Vail in 2004 with 'A Theory of 
Power, where he analyzes the structures of power and influence in modern 
life through patterns of power relationships. David R. Hawkins came out in 
2007 with ‘Power vs. Force [1]: The Hidden Determinants of Human 
Behavior,’ followed in 2009 by Adam Kahane's 'Power & Love: A Theory and 
Practice of Social Change.' Also, John Kehoe came across, who in 2011 
launched Mind Power into the 21° Century." So far, we have seen a series of 
praiseworthy authors who significantly contributed to better comprehending 
the spectacle of power. But, although some formulated a theory about the 
subject, a comprehensive hands-on model for strength-based functioning in 
organizations and businesses remained lacking. 

Admittedly, in 1982, Veen, Alblas, and Geersing, a group of Dutch 
scholars, dedicated a complete chapter about power and Influence in their 
book 'People in Organizations, an Introduction to Organizational Psychology’ 
(original title: ‘Wensen in Organisaties, een inleiding in de organisatie- 
psychology’). Nonetheless, a complete view or theory about power in 
organizations and businesses remained missing. 

In this chapter, | propose a praxeology of power for use in organizations 
and businesses that builds on the available and accepted knowledge 
examined. This practice theory can serve immediate use or be improved 
through further research and service. The mentioned praxeology covers 
most, if not all, of the power aspects in the organizations mentioned earlier. 

The following paragraphs will continue with the proposed praxeology by 
describing it through a Key Power Cycle and its related Basic Power Model. 

On this journey, you will meet two thousand five hundred years old 
factors that determine the chances of success for any endeavor. According 
to Sun Tzu, the mentioned factors are: 1. morals; 2. The weather (Outside 
forces); 3. The terrain (Market conditions); 4. The commander (Leadership); 
and 5. The Doctrine (Guiding and explaining principles). 
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6.1. The Key Power Cycle 


The world we live in is neither 
linear nor static. On the 
contrary, so many events we 
deal with constantly are 
dynamic and show recurring 
patterns. Mentioned vitality is 
not different in organizations 
where the use of power 
occurs daily. We can even 
identify a course consisting of 
six stages. The mentioned 
course gets the name of the 


Key Power Cycle 
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Graphic 1 


Key Power Cycle (KPC) — see graphic 1 — and entails the stages that 
involve the aptitudes of Will — Can (Be able to) — Act — Let — Push — Verify. 


Validate 


Graphic 2 


Notice further that the KPC can be 
reduced to a three-stage cycle of 
planning, implementing, and validating, 
and that it may resemble the Deming 
Circle, but it is not. Explained a little 
better, a power holder must first possess 
the ambition, drive, and resolve to move 
towards his desired goal (Will). Then 
prove that he is able to achieve the 


mentioned goal and control the necessary resources and instruments (Can). 
Evaluating the willingness and ability aspects is important for the planning 
phase. Next comes the implementation phase. The organization must induce 
deeds now because, without action, nothing happens (Act). Further, the 
context and relevant circumstances should favor the actions to move in the 
chosen direction (Let). When encountering opposing forces, it is best to be 
creative, persist, and not lose focus (Push). Finally, in the third validating 
stage, there is a process of feedback to verify if everything went according to 
plan or intention and make corrections if necessary (Verify). Next, the KPC is 
transformed into the more elaborate Basic Power Model (BPM). 
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6.2. The Basic Power Model 

The Basic Power Model, or BPM, expands the six stages of the KPC. The 
mentioned expansion enables a deeper understanding of the interrelated- 
ness between all the concepts and variables that make up the six stages that 
conform to the conditions exerting the phenomenon of power in 
organizations. In this way, we increase our abilities to comprehend and 
improve, when necessary, this complex topic by streamlining it according to 
its core components. 


Basic Power Model 


- Spirit 

- Ambition 

- Character 

- Need/Want 
- Interests 


L 
id will 


* Towards to... 


GAIN 
* Away from... 
FEAR 


Diagram 1: Basic Power Model 


Perceive also that the KPC and BPM exhibited in this volume have been 
improved compared to the ones in my previous book about power. 


6.2.1. Showing volition (Will) 

The model tells us that if an organization wants to achieve its goals, besides 
defining and communicating these goals well, it must yield the necessary 
driving force toward them. Qualities like ambition, character, needs, wants, 
and interests fuel a resolve we generally call willpower! But willpower is 
mind power, the primary source of all human force on earth. Motivational 
theory further reveals that we can be ‘towards to ...' or 'away from ... 
motivated. In the first case, we will be after some gain, while in the second 
case, fear of losing, suffering, or lacking something will propel us. In this 
stage, it is also vital to revise the moral factor, or, put it differently, the ‘spirit 
of the mission.' Sun Tzu, the renowned Chinese strategist, considers the 
moral factor one of the five constant factors that determine the chances of 
success in any match or endeavor. The stronger the belief in a justified cause 
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is, the more propelling the force and the commitment toward the identified 
goal(s) will be. Also, integrity plays a role here. Further, it is essential to 
remember that research reveals that consciousness levels, culture, world 
views, values, and the human ego play a crucial role in people's behavior. 
Depending on the variables mentioned above, the concentration of 
willpower referred to here as the WILL factor shall have commendable or 
otherwise lamentable outcomes. 


6.2.2. Being able (Can) 


Needs, wants, interests, and drive are the primary conditions to get and keep 
the power process going. They are nevertheless insufficient. Next to the core 
power source, the mind, other sources, and resources are also required. 
Knowledge, know-how, talents, skills, and experience — in a word, expertise 
— are obligatory for enabling things to be done. Hence, to prompt the ability 
to do something. 


Francis Bacon emphasized in 1597 the phrase "knowledge is power". Since 
then, many have seen knowledge itself as a source of power. However, we 
can easily ignore, neutralize, or manipulate knowledge by other means like 
money or specific interests. Furthermore, it can be negotiated or outsourced. 
Therefore, we can better classify it as both a source and a resource. 
Knowledge is a value that becomes more important as situations become 
more complex, and decision-makers become more proficient. The same goes 
for know-how, talents, skills, and experience. 


John Galbraith identified three power sources, which are: 


1. Personality. 
2. Property. 
3. Organization. 


Personality and organization match the core source, or mind power, 
identified already under the WILL factor. Personality additionally blends with 
leadership®, resembling Sun Tzu's concept of commander, another of Sun 
Tzu's five constant factors that determine the decisiveness of an army. At the 
same time, with the organization, we find the total competence of its 
workers that, by synergy effect, surpasses the sum of all available individual 
expertise. Moreover, the organization can become an authentic powerhouse 


5 See also Appendix VI, p. 48, Leadership and Management. 
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when effectively aligned and controlled through sound decision-making and 
planning instruments like strategy, policy, and budgeting. Consequently, 
these two variables identified by Galbraith represent actual power sources 
that add to the ability of the group to fulfill its purposes. 


However, Galbraith's property, which stands for capital, including money and 
other assets like land, buildings, equipment, machines, vehicles, and tools, 
must be managed by people to achieve objectives. For this reason, | prefer 
to classify it as a resource. Another vital resource is information, while 
strategy, policy, budgets, and communication programs work as effective 
instruments. 


This paragraph illustrates that the CAN factor serves through sources, 
resources, control, and instruments of power that make up the ability to 
achieve organizational goals. Logically, the more potent the mentioned 
factor is, the more influential the organization can be. That is why companies 
with more resources can employ more people and obtain more assets to 
produce more wealth. The sources and resources themselves are not always 
easily distinguishable. It becomes clear that the powerholders play a crucial 
role in the whole process with their decision-making (= control) capacity. 


Ponder what you have in your complete portfolio of cognitive and physical 
resources because compared to what you will need to reach your goal(s), it 
represents a strong indication of the power that you have or lack. 


More precisely, an organizational goal represents a "Want" (W). To achieve 
its goal, the organization must have the ability to meet all the requirements 
necessary to achieve that goal. Said differently, the organization depends 
largely on its own "Have" and "Must" to fulfill its "Want". But we also know 
that dependency signifies potential power (Pp). So, the formulas Pp = H - M, 
and H— M20 must hold, wherein Pp represents the potential power or 
capacity that the organization has (H) to supply everything that it must (M) 
employ to realize its goal (W). 


6.2.3. Becoming dynamic (Act) 

An organization may be well-equipped to set its goals, objectives, and targets 
with adequate sources and resources. Yet diligent action is also required. 
Action is the process or course of doing something, usually to achieve an aim. 
It implies timely dealing with and carefully deploying people, information, 
money, and things inside and outside the organization. Regarding 
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information, an effective Management Information System (MIS) and the 
collection of Intelligent Market Information (IMI) are must-haves for a 
proficient administrator to help direct its actions. Without the ACT factor, 
nothing is achievable. 


When people are involved, action inevitably includes interaction with 
constant interrelatedness. It is where dependent relations play their role 
since authority based on the formal and legal hierarchy or charismatic 
personality succeeds in influencing their subordinates and partners. A rule of 
power that applies here is that the most dependent person has a weak 
position and provides ‘power over others’ to their opponent. 


Anthony Giddens (1938-present), the English aristocrat and sociologist 
known for his structuration theory, explored, as indicated earlier, whether it 
is individuals or social forces that shape our social reality. Giddens found that 
people make society, but that society simultaneously shapes them. We 
cannot analyze action and structure separately as we create, maintain, and 
change organizations through actions, while activities acquire meaningful 
form only through their operating background. 


Veen, Alblas, and Geersing (1982) indicate two primary forms of using social 
power. The first form is gentle, while the second form is harsh. Further, best 
practices suggest using tolerant forms of control over harsh ones to avoid 
eroding the legitimate bases of authority and provoking insurrection. Adam 
Kahane (2009) supports the mentioned view and directly advocates for the 
balanced use of power to succeed in solving social problems, permit 
creativity to flourish, communicate, and coexist in harmony with each other. 


Jeff Vail (2004) reveals further in 'A Theory of Power' that when action rules, 
besides the dependence relationships, positive interrelationships among the 
workers and those with the stakeholders create power elements on their 
own that help perform work better. The mentioned positive 
interrelationships argue, as said earlier, for teamwork, structured work 
progress meetings, effective communication systems, and networking 
because, when adequately aligned and focused, they all boost the synergistic 
effects of the organization as a whole and its culture. 


Undoubtedly, the organization's actions extend beyond its physical limits. 
Important here are at least the activities related to effective logistics, 
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knowing customers' needs and competitors’ movements, and grasping new 
opportunities while warding off threats. Offering and communicating unique 
propositions and qualities may create, at this point, extraordinary 
advantages. Typically, this aspect relates to another of Sun Tzu's constant 
factors, which he coins as 'terrain' and corresponds with the ‘marketplace’ 
where leadership must consider the scene of action in terms of people, place, 
product, promotion, price, etc. (Cf. Michaelson, G. A. (2001), p. 4). 


Finally, a tactical implementation plan must go through some pilot runs after 
considering the actions well and formulating them into achievable policies 
and strategies. The latter means that it has been tried out on a small scale 
and approved for whatever works best. Sun Tzu stresses this point by saying 
that one should never separate a strategy from its tactics, just like we must 
never separate our thinking from our doing. After all, the implementation 
action takes the vision and strategy to the point of contact (Cf. Michaelson, 
G. A. (2001), p. 11). 


6.2.4. Looking for space (Let) 


Power is almost always contested. Nobody reigns alone or has absolute 
power. And nothing is free. 


So far, all theories and ideas about power suggest or even confirm the above- 
indicated tenets about power. Thus, every powerholder must expect the 
possibility of resistance in their administration. The mentioned resistance 
can come from within or outside, which means that all decisions and actions 
that aim at organizational goals can clash with obstacles. It is as if not 
everybody allows or authorizes those undertakings. Consequently, well- 
planned strategies and tactics can leave the powerful powerless, while the 
vulnerable end up as the victorious or powerful. 


When opposition arises internally, it can be due to a lack of information 
about a topic or goal. In these cases, a good meeting where doubts are 
clarified can offer a solution to the problem. More complicated are the 
situations where a resistance group has contradictory goals to the official 
ones or, worse, has a hidden agenda fueled by personal or political desires 
incompatible with the official leadership. Plain personal rivalry is also a 
possibility here. A standard guideline for these cases can't be given. 
Management must then assess the situation case by case. However, 
management must try negotiating, compromising, neutralizing, or 
outsmarting the challenger(s). Under some circumstances, ignoring the 
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opponents will solve the problem. However, be very cautious with this 
approach because, in practice, very few cases disappear on their own. Finally, 
disciplinary action may be necessary in these cases. 


Since there will always be situations where threats can come from external 
competitors or occur unintended, it is good to have the earlier mentioned 
system that gathers intelligent market information (IMI). The most probable 
origins of the threats may lie in political developments, economic situations, 
social shifts, technical innovations, demographic trends, ecological changes, 
legal requisites, scientific advances, institutional changes, and eventually 
religious beliefs and traditions. In the case of intended threats, you will face 
a competitor fighting for the same piece of the market as you. Using your 
strengths to turn away the threats or outsmarting the contestants are then 
the most commonly used strategies or tactics. 


Be aware that luck can be on your side and that all the developments 
mentioned before can also favor you. It is possible to be 'systematically lucky’ 
and get what you want without trying (cf. Keith Dowding, 1960). 


Never underestimate the LET factor because you will always have to face 
forces and influences contrary to yours. Sun Tzu calls it the 'Weather' factor, 
or the outside forces. Another of his five constant factors for a thorough 
assessment of the organizational conditions when reaching out for success. 


6.2.5. Beating the odds (Push) 

It is normal to face obstacles or experience deviations from a course of 
action. When this happens, the organization gets a test for its creativity’, 
focus, resolve, resilience, and vigor. It is the moment to show the actual fiber 
of the spirit of its leadership. Then, the motto is not giving up but instead 
being creative, solving problems, and overcoming obstacles. Remember that 
your method of advancement does not necessarily have to be or continue to 
be straightforward. You can opt to maneuver differently or change tactics by 
switching from, for instance, sequential to cumulative action. The latter 
means, instead of using a step-by-step approach, changing to unplanned 
activities that pile on top of one another. Another method could be to shift 
to lateral moves. In these cases, you try something new and unexpected. 


It is also the moment to consider to what extent the implementation effort 
lacks vigor or allocated resources. It is also important to consider if contact 


7 See also Appendix VII, p. 49, Creativity. 
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with customers confirms that your products and services are fulfilling their 
needs and if you can gain new insights from intelligent market information 
(IMI). The PUSH factor implies the importance of not weakening the action 
force but instead gaining awareness of the meaning of the insistent use of 
the correct number and types of sources, resources, and instruments. 


6.2.6. Never take things for granted (Verify) 


Management verifies or validates processes to make sure that they comply 
with the rules and goals that they intend to achieve. Every process related to 
realizing some action, including the power cycle, is at a determined point 
prone to verification. The verification process consists of the following four 
steps: step 1, planning; step 2, execution; step 3, validating; step 4, reporting. 


The reporting step provides feedback to make corrections or adjustments to 
the process if necessary. For instance, to avoid abuse of power, one must 
verify if an effective system of checks and balances is in place and active. 


Another tool is a social contract of some kind. Such an agreement, possible 
in many formats, is to keep peace and order, protect freedom, and distribute 
wealth and privilege among its members. Thinkers like Thomas Hobbes 
(1588-1679), John Locke (1632-1704), Jean-Jacques Rousseau (1712-1778), 
Immanuel Kant (1724-1804), and others suggested it. The idea of a social 
contract refers basically to civil rights and the duties of a state. With the 
evolution of labor unions, it found a useful application in labor contracts, 
where it can help keep all personnel more aligned and balanced. 


“GAP Analysis Total Quality Management, or TQM, 
demands further that the products 
Zwnerecolvento own and services, the organization, 
|| wert leadership, and all commitments 
wo 3. Where did I end-up? < 

a | (reality) WOrk as intended to meet the 
| company's goals’ and _ satisfy 

r | customers’ needs. 


1. Where am I? 


Graph tf 


The administrator often makes a 
GAP analysis to validate the role of a process. To do the mentioned analysis, 
management compares the goal of where the company wants to go with 
where the organization is. This comparison reveals the GAP, or problem, that 
must be corrected or adjusted to get back on track. Graph1 illustrates, in 
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short, the mentioned analysis. Observe the accidental course of the lines, 
which indicates the experience of non-straight-forward procedures. Ensure 
that the formulated goals are in quantified, thus measurable, units. 


Finally, check-out if political actions® occur or if in the organization too much 
power imbalance exists in the dependence? relations. Both can disturb the 
organization's combined efforts to realize its objectives, goals, and targets. 


The fact that the control function that leadership or management must 
perform narrowly relates to decision-making speaks for itself. The VERIFY 
factor is crucial since, if absent, the organization's leaders won't be able to 
carry out their vital control function. As a result, the company would lose its 
intended direction. 


With the VERIFY factor, the descriptions of the Key Power Cycle (KPC) and 
the Basic Power Model (BPM) end. 


The next chapter deals with a measuring system whose purpose is to 
determine to what degree an organization or business has the capability or 
ability to carry out its plans and achieve its goals, objectives, and targets. 


At this point, the KPC and the BPM serve as a guideline to not only examine 
the required steps that gauge the existence of sufficient capacity, or power, 
for implementing the organization's plans but also as a directive to 
comprehend and operate the whole working of power in (business) 
organizations. Sun Tzu considers this the fifth factor that determines the 
chances of success in a campaign and calls it the guiding principle or doctrine. 


8 See Appendix VIII, p. 50, Political Behavior. 
° See Appendix IX, p. 51, Strong and Weak Cultures. 
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7. Appraising the capability of an organization 


hen organizations shoot for their goals, set the task of their 

strategic plans, or undertake whatever other projects, they 

hardly evaluate beforehand their full capabilities to succeed in 
their endeavor. No wonder, because power is an invisible faculty, there has 
been no accurate method so far to value it. Nevertheless, through its 
influence, we can, to some extent, measure it objectively, otherwise estimate 
it subjectively, or better yet, intersubjectively, to a workable degree. 


Next, the reader finds an easy-to-build and easy-to-use Excel Power 
Appraisal Model. Depending on the proficiency with which management 
uses it, it can reasonably estimate the sufficiency of power an organization 
or business requires to fulfill its wishes. 


The model resembles one known in management as the Vendor Rating 
System, but with some distinct adaptations. 


Power Appraisal Model 
ee ee Oe Total % 


Plan Will 3.5 Keep 


Can 2 i Improve 
Implement Act 3 Keep 


Let ] 3 1 Keep 
Push 9 2) 1 Improve 
Verify | ) Improve 


Total Maximum: 123 
Pass FAIL 


Table2A 


In table 2A, the yellow fields represent input fields where you can change 
your variables. The orange fields are the outcomes per factor. Maximum and 
total actual scores. The gray fields represent the overall results. The green 
fields are where you can put the recommendations. All other areas (in blue) 
should remain intact. The weight variable must be between 1 and 10, 
depending on the importance of the factors that the organization must 
evaluate. The score variable represents the actual level of performance of 
the factors that the organization must evaluate. Its values range between 1 
and 5, since the maximum value is set here at 5. Lastly, the PASS level can be 
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lower or higher, depending on how demanding the situation is with the 
organization. This value runs between 60% and 100%. Notice that the input 
of different weight variables won't alter the PASS/FAIL criteria. The latter is 
only affected by the score variables. How well or poorly the organization 
performs and whether it possesses sufficient power to fulfill its wishes only 
depends on the score variables, combined with the PASS/FAIL requirement. 
But the weight variables remain important since their multiplication with the 
score variables not only produces the total outcome per evaluated factor 
expressed in a number and a percentage, but they also give an indication of 
how critical the factors are per appraised goal or plan. The recommendations 
on whether to accept or improve the existing situation follow as the next 
step. In the example in Table 2A, the organization fails to meet its 
performance requirement of the 60% of its total capacity. In this case, 
recommendations are to improve the factors CAN, PUSH, and VERIFY. 


The situation reflected next in Table 2B shows a successful attempt to meet 
the recommendations: 


Power Appraisal Model 
| Factors | Weight| Maximum | Score [Total _% 


Plan Will Keep 
Can Improve 


Implement Act Keep 


Let / 3 Keep 

Push 9 4 Improve 

Verify 8 | 4 Improve 
Pass 153 PASS 


Table 2B 


The organization now uses sufficient POWER to achieve its intended goal(s). 


The model mentioned above also suggests that an organization's power 
ultimately rests on the abilities of its people (leadership, management, and 
employees), its set up, alignment, and reach, as well as external circum- 
stances that can either support or harm the organization. The previously 
stated dependencies might seem obvious, but it's interesting to see how a 
hybrid qualitative-quantitative model highlights this phenomenon. 
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The next step is considering the best way to perform the power appraisal 
exercise. My suggestion is to form a mixed team of around seven knowledge- 
able and experienced employees (managers, supervisors, and key personnel) 
who are well acquainted with the organization, its plans, and the 
environment. In a sort of brainstorming or analysis-evaluation meeting, they 
must rate the factors that shape the KPC and BPM to their best. Consider the 
total number of people involved in the project. Use hard figures where they 
are available. All arguments in the form of pros and cons that arise from the 
dialogue must be deemed essential. Mentioned arguments must contribute 
lastly to the final score assigned to each factor. The assignment of the scores 
should occur by consensus, otherwise through voting. 


The assessment can regard the organization's primary goal, a strategic 
objective, or a specific task. It should occur before engaging in action. Since 
both the KPC and the BPM consist of a planning/thinking part (Will and Can) 
and an implementing part (Act, Let, Push) and finally Verify, the first part 
must constantly get scrutinized through simple reasoning or intellectual 
considerations. In contrast, the second and third, more hands-on parts will 
require more practical knowledge, available data, and experience. To meet 
this last requirement, the appraisal team can dig into past, most similar 
possible cases and base its judgments on that. Another possible thing to do 
is to use the most significant amount possible of available elements that help 
explain the KPC and the BPM and then assess the corresponding related 
factors. The user can create more elaborate, even different, overviews. Table 
3 provides an example of the cited series of features. 


Bias Will Ambition, Spirit (Morality & Integrity), Motivation. 
Can Expertise, Leadership, Information (MIS), Organization (Assets, Outfit). 
Act Dependencies (Mild, harsh), Links (internal, external), Deployments 
(People, Strengths, Opportunities, Communication, Money, Goods). 
Let Internal (Weaknesses, Rivalry), External (Threats: Demography, 
implement Ecology, Political, Legal, Economical, Social, Technological, 
Religious, Institutional), IMI. 
Push Intangible (Vigor, Character, Interests), Tangible (Resources, Changing 
tactics, Problem-solving, and Customers' needs). 
Verify Feedback (GAP-analysis, Checks & Balances, TQMs) 
Table 3 


As a closing point, the reader should be aware that a SWOT analysis can be used to 
support the assessment of an organization's capabilities?°. 


10 See Appendix X, p 52, SWOT-Analysis. 
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8. Deepening the Insights 


The factors that constitute the Key Power Cycle can also be arranged in the 
following 2 X 2 Matrix. 


[wu | can __| The Will and the Can factors denote 
the intangible and tangible assets of 
the organization on the horizontal 
axis. The vertical axis represents the 
leadership capabilities of the 
company, consisting of _ their 
verification and implementation 
skills. Their values correspond with 
those in the Power Appraisal Model, 
with IMPLEMENTATION as a joint 
factor that composes the average 
value of the Act, Let, and Push factors. Now we can combine the different 
factors with each other, appraising the following results: 


Intangible 
& Tangible 


3.5 


3.0 


Preparedness 


Leadership 
Capabilities 


IMPLEMENT 


3.3 10.1 


VERIFY 


Adaptability 


4.0 124 


Matrix 1 


1. Will-Power + Implementation Capacity = Commitment: Combining the 
strong desire (will-power) to achieve with the capacity to effectively 
implement plans fosters commitment. When individuals or a business 
organization have a clear sense of purpose (will) and the capability to 
translate that purpose into action, it results in a dedicated commitment 
to realizing their goals. This commitment drives consistent effort, 
determination, and perseverance in the face of challenges. 

2. Ability to Do (Can-Factor) + Implementation Capacity = Preparedness: 
Integrating the ability to execute tasks (can-factor) with implementation 
capacity leads to preparedness. Having the necessary skills, resources, 
and capabilities (ability to do) along with the readiness to act ensures 
that individuals or an organization are well-prepared to tackle tasks and 
projects effectively. 

3. Will-Power + Verification Capacities = Effective Controls: Pairing the 
strong will to succeed with verification capacities leads to more effective 
controls. A determined commitment to success, combined with a 
rigorous system of monitoring, assessing, and verifying progress, results 
in better control over the execution of plans. This combination enhances 
the ability to identify deviations early and make necessary adjustments, 
leading to smoother operations and achieving desired outcomes. 

4. Ability to Do (Can-Factor) + Verification Capacities = Adaptability: 
Merging the ability to perform tasks (can-factor) with verification 
capacities promotes adaptability. When an organization or individual 
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possesses the skills and resources required to execute plans and the 
means to verify outcomes, they are better positioned to adapt to 
changes, whether they are internal or external. This combination 
enables a proactive approach to adjustments based on real-time data 
and insights. 


The above-mentioned combinations demonstrate a deep understanding of 
how these concepts can interact and enhance various aspects of 
performance and effectiveness within a business organization. They reflect 
a holistic approach to achieving success by integrating internal motivations, 
capabilities, and external assessment mechanisms. These combinations 
align with principles found in management, leadership, and organizational 
development theories, emphasizing the importance of aligning motivation, 
ability, and accountability for optimal outcomes. 


By multiplying their score values, we get an idea of their combined, or 
synergistic, strengths. This insight serves to adapt our plans or find the 
spots that need more attention and reinforcement. 


The four combinations provide further a foundation for addressing the 
following additional aspects within a business organization. 


1. Innovation and Creativity: By combining the willpower to innovate with 
the capacity to implement creative ideas, organizations can foster a 
culture of innovation. This can lead to the development of new products, 
services, and processes, enhancing competitiveness and adaptability in a 
rapidly changing business landscape. 

2. Employee Engagement and Motivation: Integrating the ability to 
provide meaningful work (Can-factor) with verification capacities can 
contribute to employee engagement. When employees have the 
necessary resources and skills for their roles and their contributions are 
recognized through verification and feedback mechanisms, their 
motivation and job satisfaction can increase. 

3. Risk Management: Combining the ability to assess and manage risks 
(Can-factor) with verification capacities leads to better risk 
management. Organizations can proactively identify potential risks, 
evaluate their impact, and implement mitigation strategies while 
continually verifying their effectiveness. 

4. Customer Satisfaction and Experience: Merging the willpower to exceed 
customer expectations with verification capacities can enhance 
customer satisfaction. Organizations can align their commitment to 
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delivering exceptional customer experiences with mechanisms to 
measure customer feedback and verify the effectiveness of their 
initiatives. 

5. Learning and Development: Pairing the ability to provide learning 
opportunities (Can-factor) with implementation capacities can enhance 
employee learning and development. Organizations that offer training 
and skill-building opportunities can ensure that the acquired knowledge 
is effectively applied and verified through practical implementation. 

6. Change Management: Combining the willpower to embrace change with 
verification capacities can improve change management efforts. 
Organizations can foster a mindset of adaptability while ensuring that 
the impact of changes is regularly assessed and verified to optimize the 
transition process. 

7. Ethical and Responsible Practices: Integrating the ability to adhere to 
ethical standards (Can-factor) with verification capacities promotes 
ethical and responsible practices. Organizations can establish ethical 
guidelines and procedures, and then verify adherence to these 
standards to maintain trust and credibility. 


Each of these aspects highlights how the combinations of will-power, 
ability, implementation capacity, and verification capacities can be applied 
to address specific challenges and opportunities within a business 
organization. By leveraging these combinations, organizations can create a 
comprehensive approach to achieving success while addressing a wide 
range of critical issues. 


Just to be on the safe side, | end here with the note that the considerations 
we went through in this chapter must not be confused with a SWOT 
analysis. 
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9. A Comprehensive Business Model 


o far in this text, the word organization has indicated administrations 
in general. A few times, however, it was made clear that the subject of 
this book also refers to businesses. 


Next follows a model that represents a business. Beware not to confuse the 
model with a traditional organizational chart, which is a diagram that visually 
conveys a company's internal structure by detailing the roles, duties, and 
relationships between individuals within such a company. 


More specifically, the model receives the name Comprehensive Business 
Model (CBM). It depicts a layout of the core activity areas in most businesses. 
In the case of employing the procedures of the KPC and the BPM or doing 
consulting or research work, the CBM serves as a guideline. The CBM must 
ensure that an appraisal of the capabilities of said business occurs for all the 
areas of activity indicated in it. The mentioned core activity areas should 
perform well if the company wants to succeed. 


Comprehensive Business Model 


(Includes Business Canvas Elements) 


Layout 1 
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10. Recapping ina nutshell 


This book started by stating that most organizations set out for their 
objectives, strategic plans, or any other project without first duly assessing 


their capabilities for success. 


While for many, power is the ability of 
individuals or groups to win or enforce the 
submission of others to their purpose, this 
text chooses to define power as "The 
capacity or ability to get things done 
directly, or by influencing (gently or 
harshly) the behavior of others or changing 
the course of events". 


Admittedly, there are brutal ways to exert 
power. Yet the gentler forms indicated 
earlier are better. Besides, don't confuse 
harshness with forceful or purposeful 
action. In organizations, the use of 
favorable and purposeful action is what 
this book recommends most. 


On its basis, power is a deeply spiritual 
concept. It arises from the mind, which 
gives meaning. Therefore, it is related to 
motive and motivation, whose principles 


Some uses for the 
Praxeology of 


power. 


Understand the underlying 
concepts of the use of power 
in organizations. 

Assess the capabilities of an 
organization to be successful. 
Identify problem areas. 
Support intelligent behavior 
of the leaders of a company. 
Improve the influence of 
specific groups. 

Do consultants work in 
administrations. 

Deepen the research on the 
practical use of power in 
organizations. 


Text Box 6 


and values support it. Ultimately, power is 
| 


always associated with that which sustains 
the significance of all our actions. Consequently, if, according to what | 
exposed earlier, power is the ability to make others do your will, then your 
quality as a powerholder matters most. From there, the need to educate and 
re-educate people, when necessary, in the fields of higher consciousness 
levels, the sense of culture, the effect of worldviews, positive personal 
values, and ego management. 
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This volume continued reviewing the salient findings from my two previous 
works on the topic of power. Next, the text examines its cardinal thoughtful 
viewpoints and deepens the essential concepts that make up an analytical, 
and theoretical framework for using power in business organizations”. Then, 
it proposes a practice theory for the use of power in organizations and 
businesses. Cited praxeology builds on the available and accepted knowledge 
obtained from the studies of at least five laudable authors. It contains a 
related system of ideas covering most, if not all, of the power tenets found 
in my literature research. The concept of power practice can serve for 
immediate use or improvement through further study and usage. More 
particularly, it leads to understanding the underlying concepts of power that 
can support intelligent behavior. Without this comprehension, we can miss 
an opportunity to improve our use of power. 

More particularly, the mentioned Practice Theory rests on the idea of the 
operation of a Key Power Cycle (KPC) that is dynamic and balanced, in which 
interrelationships form links that, through synergistic forces, raise 
effectiveness. The KPC contains six stages allied to the aptitudes of will, can, 
act, let, push, and verify, which are the factors that make the capabilities of 
an organization turn into influence and result. particularly when duly aligned 
and focused on the clients’ needs and satisfaction. Next, the KPC finds 
expression in a Basic Power Model. The identified six cognitive abilities link 
to sources, resources, and instruments of power used as agents to 
accomplish organizational goals. 


The revealed 35 principles, rules, and facts about power can be categorized, 
highlighting general aspects of power, social power, and absolute power: 


General Aspects of Power: 

1. Power is the capacity or ability to direct or influence the behavior of 
others or change the course of events. 

2. Power entails a variety of resources and instruments to reach objectives, 
goals, and targets that must satisfy customers and organizational needs. 

3. There is the material form of power (power to), such as energy, 
machines, or money, and the condition of quality or faculty (power over 
or social power), like the strength of character or thoughts, that exerts 
control over others. 

4. Power requires balancing its harsh approaches with gentle practices. 

5. Strong relationships based on organizational interests, coalition 
formation to reach common goals, teamwork, and networking form 


11 See also Appendices XI and XII on p. 53 — 55. 
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dynamic connections with synergetic effects that raise the power of a 
group or the entire organization. 

6. Power is almost always contested. 

7. Power refers to an invisible, though real, and immediate ability to do 
things. 

8. Power is neither inherently good nor bad but can be applied positively or 
negatively, depending on the actor's motives and intentions, or related 
to chance. 

9. Knowledge about the company's internal qualities and its external 
position is a sign of competence. 

10.An effective strategy with its associated tactics serves the outcomes of 
power well. 

11.All fields of activity deal with the phenomenon of power. 

12.All power is different; it varies by field, type, form, level, and intensity. 

13.All specific types and forms of technical and social power have a limited 
reach or boundary. 

14.Dynamic relationships and connections in command chains and work 
processes result in more meaningful outcomes than what is connected 
itself. 

15.The difference between what one has and what one must do to reach 
goals is a strong indication of the power that one possesses or lacks. 

16.Power can also apply in active or passive ways. 

17.Nothing is free. 


Social Power: 

1. In human societies, mindpower seems to be the ultimate source of 
power. 

2. Dependence is at the basis of all human power relations. 

Hierarchy provides a legitimate basis for power. 

4. There are two primary uses of social power: - --- 
normalizing/cooperative/accommodating (gentle) and 
repressive/competitive/confronting (harsh). 

5. Submissive ways of using social power are condign (deserved 
punishment), compensating (positive incentives), and social conditioning 
(any mental influencing tactic, including persuasion). 

6. The most powerful have an advantage over the weaker ones to hire, 
lead, and control (the supreme powerful). 

7. However, the powerless (mainly when conscious and united) can come 
in positions where they neutralize or even beat the powerful. 


a 
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8. In this way, we get two power paradoxes: the powerless, powerful, and 
the powerful, powerless. 

9. Isolated power does not exist. 

10.Nobody reigns alone or has absolute power. 


Absolute Power: 

1. Power can serve self-interest or serve the common good. 

2. Conditions for having power are the willingness and ableness toward a 

specfic end. 

Personality, property, and organization are sources of power. 

4. Effective control mechanisms must keep in check inclinations toward 
absolute power. 


~ 


The above-mentioned categories help distinguish different aspects of 
power within business organizations, including general power dynamics, the 
role of social power, and the implications of absolute power and its 
limitations. 


The proposed praxeology presents a Power Appraisal Model (PAM) in Excel 
that, depending on the proficiency with which management uses it, can 
reasonably estimate the sufficiency of power that an organization or business 
requires to fulfill its wishes. The model resembles one known as the Vendor 
Rating System, but with several distinct adaptations. Remarkably, the PAM 
unveils the insight that the capability of an organization depends ultimately 
on its personnel (leadership, management, and employees), the outfit and 
alignment of the organization, and the external factors that can favor or work 
against the organization. The unveiled insight may sound obvious, but it is 
interesting to see how a mixed qualitative-quantitative model can 
demonstrate this occurrence. Moreover, management can create a more 
extensive PAM with its customized appraisal criteria list. 


In brief, this book focused on power dynamics in organizations, and touched 
on critical issues such as leadership, decision-making, organizational 
behavior, and the impact of power structures on individuals and groups 
within the workplace. 


Ending the book is a model that represents a business. The model receives 
the name 'Comprehensive Business Model (CBM) '. \t depicts a layout of the 
core activity areas in most companies that should perform well for the 
business to succeed. 
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For employing the KPC and the BPM or doing consultant work, the CBM 
serves as a guide. It indicates that the assessment of the capabilities of an 
organization should take place in all designated areas. Beware not to confuse 
the model with a traditional organizational chart, which is a diagram that 
visually conveys a company's internal structure by detailing the roles, 
responsibilities, and relationships between individuals within such a 
company. This chapter concludes with the following brief description of a 
business organization prone to having power: 


The business offers goods and/or services that are in great demand and provide enough net 
income to at least one segment of happy customers. Leadership, the management group, 
and the workforce all have the necessary spirit, aspiration, desire, and expertise. 
Additionally, they get access to smart market data as well as useful managerial information. 
Access to enough resources is available in the form of current and fixed assets. The 
organization's position, its goals, the money that are available, and who is responsible for 
what are all made plain through practical and time-bound budgeting, strategy, and policy 
instruments. The entire company is on the same page. Decisions that need to be made and 
problems that arise are treated with diligence and assurance. In a formal manner, 
management conveys the appropriate messages both internally and outside. 
Text Box 7 
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Appendix I: Critical Mass 


Critical mass refers to enough adopters of a new idea, technology, or 
innovation in social dynamics. The rate of adoption becomes self-sustaining 
and supports its further growth. For any organization that wants to reach 
innovative goals inside or outside the group, this is very important since it 
marks the point at which that business must realize its maximum efforts and 
for which it will need a particular number of resources. One refers to the 
point of achieving critical mass as a threshold within a statistical model. In 
practice, the number is around 30% of the total population. The latter can 
be the organization for inside targets or the market in the case of external 
goals. 


Critical Mass point 
around 30% 


LATE 
MAJORITY 


EARLY 


ADOPTERS LAGGARDS 


INNOVATORS Graph 2 


INNOVATORS 


The concept of critical mass also exists in economics. Here, it refers to the 
point at which a growing company becomes self-sustaining and no longer 
needs additional investments to remain economically viable. It is a crucial 
stage in developing a growing company when the business becomes 
profitable enough to continue growing by itself and no longer requires 
investments from outsiders. 


e Acompany that sustains profitability can exist safely and reliably above 
its critical mass. 

e Acompany usually achieves critical mass when it has paid back its initial 
investors and, at the same time, can continue running the business 
profitably without any additional investment required. 


Adapted from Investopedia (Internet article) 
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Appendix II: Education and Power 


Education is systematically learning something in an institution that 
develops a sense of judgment and reasoning. It implies scientific, 
theoretical, professional, or practical knowledge transference. For our 
purposes, we consider practical training, specifically when it is ongoing, to 
educate people. 


Francis Bacon emphasized in 1597 the phrase "knowledge is power" in the 
Western world. Since then, many have seen knowledge itself as a source of 
power. 


But those who acquire knowledge know that it liberates them, at least from 
ignorance. And, once learned, one can earn a better life and move around 
more freely in open societies. 


Additionally, we know that a person can acquire property through work, a 
significant power resource. Yet, property or assets also lead to more 
freedom! 


So far, | have used seven specific terms: education and training, knowledge, 
power, work, property, and freedom. And they all appear to be connected. 

The following diagram sketches the relations between the above-indicated 

seven terms. 


EDUCATION 


FREEDOM 


PROPERTY 


Knowledge 


Diagram 2 


The diagram depicts the relationship between education and power as 
referred to here and the benefits of knowledge, work, freedom, and property 
that spring from schooling. 
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Appendix III: The Power of Communication 


Words and images have power. Most people know that. Moreover, 
without effective communication, no group of people or organization can 
function. No wonder an effective communication system is one of the core 
requirements for the well-functioning of any administration. 

In ‘Images of Organization’, Gareth Morgan uses metaphors to stimulate 
the creation of powerful views from different perspectives that allow 
managers to find fresh ways of seeing, understanding, and shaping their 
organizations. 

The Management Information System (MIS) and the gathering of 
Intelligent Market Information (IMI) mentioned earlier intend to support an 
effective communication and decision-making system. | also pointed out 
meetings, teamwork, structured work progress meetings, and networks as 
fruitful communication tools. Further, | can suggest an organization book, 
an employee handbook, instruction manuals, a company magazine, courses, 
annual reports, letters, memos, faxes, and e-mails. Also, flyers, leaflets, 
brochures, direct mail, and websites belong to the vast portfolio of 
communication means. On top come advertising, publicity, and promotional 
materials. In all cases, the idea is the same: convey timely, through a formal 
channel, the right messages that promote the organization's interests. 

However, communication can occur through informal channels as well. 
This source of contact may be positive when it is used responsibly to shorten 
long communication lines. Or when management is not ready to supply 
official information. Nonetheless, always be careful with this way of 
communicating because the informal way is the domain of the professed 
grapevine—the breeding ground of rumors and false information. 

Be cautious further with what the French philosopher Michel Foucault 
(1926-1984) coined as "DISCOURSE" because it largely refers to 
prefabricated "knowledge" and "truths" that must promote a distorted and 
non-existing reality that somebody, or a group of people, deem convenient 
for themselves. While this is propaganda in politics and geopolitics and often 
works well for a while, you should avoid this communication in business 
organizations. Misinformation, or hoopla, never works out in the long run 
because the truth will catch up no matter how fast a lie is. 

Instead, remember that communication is about forming connections 
that shape relationships. Consequently, both oral and visual communication 
provide positive support for your ability or power to achieve your goals. 
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Appendix IV: Power, Strategy, and Tactics 


Strategy refers to a clear set of plans, actions, and goals outlining how a 
business will compete in a particular market with a product or number of 
products or services. It always aims to improve the organization's market or 
financial position, otherwise achieving another gain. 


Strategy is an instrument of force that transforms the capabilities of a 
business or organization into financial results. It must not only contain the 
company's objectives but also align with its culture, processes, and structure. 
We might say that strategy is a power working through a source, resources, 
and instruments. 


It implicates an ancient military concept. Sun Tzu, a Chinese general, 
strategist, writer, and philosopher who lived approximately 500 BCE in 
Eastern China, has been attributed the authorship of The Art of War, an 
influential work of military strategy that has affected both Western and East 
Asian philosophy and military thinking. 


The Art of War has been adapted 
for business managers and 
translated into several languages. 
The book contains fifty (50) of Sun 
Tzu's strategic rules. 


It falls outside the scope of this 
tome to dip into the topic of 
strategy and strategic positioning. 
Nonetheless, it is crucial to say that from ancient times, the advice of one of 
the greatest strategists was not to leave out the tactics that must 
complement a strategy. Sun Tzu compares strategy to thinking, while tactics 
are equivalent to doing. Management should never separate the two. They 
must go together with each other. 


Graph 3 


One should avoid being too rigid with any strategy. Instead, plans must be 
constantly adapted when new situations emerge. Henry Mintzberg proposed 
in 1978 that realized strategy is typically a combination of deliberate strategy 
and various unplanned, improvised actions that may cohere into what he 
calls an emergent strategy (see Graph 3). 
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Appendix V: Power and Force 


Power means capacity, capability, or ability, while force refers to influence, 
outcomes, and results. Both concepts must be understood well and never 
mixed up. 


David Hawkins (2007), in his book "Power vs. Force: The Hidden Determinants 
of Human Behavior," goes a step further and allows a spiritual dimension to 
power while attributing material aspects to force. 


It's amazing to see how Dr. Hawkins (cf. p. 68-69) introduces and interprets 
a consciousness Map with a corresponding logarithmic scale that labels 
different levels of consciousness and links with specific types of emotions, 
perceptions, attitudes, worldviews, and spiritual beliefs that imply the use of 
power and force in human behavior from shame (level 20) to enlightenment 
(level 1000). 


Additionally, his text (cf. p. 132-133) allows for the derivation of the following 
list of eight key distinctions between the ideas of force and power: 


POWER FORCE 
v Arises from meaning. v Arises from need. 
Y Related to motive, principle, Y Related to satisfaction and what is 
and significance. insensitive or stupid. 
VY Requires no justification. VY Must be justified. 
VY Associated with what is whole. VY Associated with what is partial. 
Y Static and never creates a Y Dynamic and always creates a 
counterforce. counterforce. 
Vv Energizes, supports, and VY Constantly consumes and must be 
supplies. fed with energy. 
Y Linked with compassion. Y Linked with judgment. 
Y Unifies. Y Polarizes. 
Table 4 


Power, without doubt, must be considered when drafting and assessing the 
feasibility of a strategic, policy, or budget plan. 


Force, in turn, plays a vital role in the realization of any tactical or 
implementation plan. 
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Appendix VI: Leadership and Management 


Leadership is the ability of an individual or a group of individuals to influence 
and guide followers or other members of an organization. 


It involves making sound—and sometimes complicated —decisions, creating 
and articulating a clear vision, establishing achievable goals, and providing 
followers with the knowledge and tools necessary to achieve those goals. 


Management is the process of planning, decision-making, organizing, 
leading, motivating, and controlling an organization's human, financial, 
physical, and information resources to reach its goals efficiently and 
effectively. 


Leadership and management are undoubtedly essential functions for 
effectively controlling an organization. 


They implicate two very different positions with distinctive roles. 


Next follow the main characteristics that identify the two functions while 
marking their differences: 


LEADERSHIP MANAGEMENT 
Intelligence Experience 
Thinking Doing 
Knowledge Know-how 
Strategy Tactics 
Doing the right thing _| Doing things right 


Table 5 


But don't be mistaken. Both functions overlap. They interrelate so heavily 
that both positions must prepare themselves to do some of the other's work. 
Indeed, there is no 100% leader and no 100% manager. Therefore, don't be 
surprised that many modern authors use the two terms without much 
distinction. 


Finally, it is also good to realize that organizations can't function without 


leadership and management. On the other hand, leadership and 
management do not exist without an organization. 
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Appendix VII: Creativity 


Some believe that being ingenious means generating something out of 
nothing. The latter is far from being true. Human creativity combines familiar 
elements into something so different that it becomes incredibly new and 
unusual. ‘The processes of creativity and genius are inherent in human 
consciousness. Both reside within everyone. They wait for the right 
circumstances to express themselves. But what is often needed is a shift in 
perception, or a modification of context or paradigm (cf. Hawkins, D., p. 197).' 


Edward de Bono, a Malta-born English writer and philosopher, demonstrates 
how shifts in perception and thinking can occur. In 1967, this author coined 
the term Lateral Thinking. Since then, it has become a practical and creative 
approach to technical and managerial problem-solving. De Bono states that 
traditional step-by-step logic may get stuck. Making unexpected sidesteps 
during our thinking process can then provide the solution. Seven traits of this 
type of horizontal thinking are: 


The focus is more on obtaining value. 

Wishful thinking is allowed. 

Ideas are not immediately apparent. 

Breaks with established patterns. 

Uses associations between unrelated ideas. 

Provocative through opposition, reversal, escape, and distortion of 
thought. 

>» The outcome must make sense. 


VVVVV V 


Another creative method is SYNECTICS, developed in the 1950s by the Arthur 
D. Little Invention Design Unit in the USA. This problem-solving mode 
stimulates thought processes of which the subject may be unaware. Essential 
elements in this process are embracing the seemingly irrelevant and 
emphasizing emotion over intellect and the irrational over the rational. By 
understanding a problem’s emotional and irrational aspects, a group can be 
more successful at solving it. Thus, being creative can be learned and put into 
practice. It goes beyond the scope of this book to thoroughly teach a course 
in creative problem-solving. But it should be clear that the more creative a 
group is, the more powerful it will be. 
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Appendix VIII: Political Behavior 


Where people meet, there is the influence of power. People love to exert 
their influence to gain or assure some benefit for themselves. When workers 
translate their energy into actions, they engage in politics. Those who 
possess political skills can benefit from their power position. 


In organizations, Robbins S.P. (2002, 197) defines political behavior as those 
activities which are not required for someone's official functioning within a 
group but try to influence the distribution of advantages and disadvantages 
in the company. 


Examples of political behavior are withholding vital information, opening a 
case about certain things, filing complaints, spreading rumors, leaking 
classified information, exchanging favors with others, or lobbying for or 
against any individual or decision. 


Admitting the existence of political behavior within organizations is not only 
realistic but also explains a great deal of apparently irrational behavior in 
groups. 


Factors that stimulate political behavior belong to specific, unique 
characteristics of the people at the organization's service, like high ambition, 
authoritarian traits, and needs for autonomy, certainty, and status. Also, the 
lack of consideration for others promotes political behavior. Nonetheless, 
research shows that organizational culture primarily promotes political 
behavior. 


A culture that lacks trust, in which ambiguity reigns regarding what one may 
expect of the employees, and where a weak evaluation and reward system 
exists, can count on political activities to flourish. 


Political behavior can be ethical or unethical. Of course, the ethical one is the 
only recommended one. The latter refers to behavior that doesn't relegate 
organizational goals to the background and maintains respect for the rights 
of all involved personnel. A final warning is also in place since an 
organization's political behavior and actions can make it vulnerable to 
internal and external shocks through distrust and a lack of unity. 
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Appendix IX: Strong & Weak Cultures 


The culture of an organization determines the way in which its employees 
behave. The latter entails shared beliefs and values established by leaders, 
which are then communicated and reinforced through various methods, 
ultimately shaping the employees' perceptions, behaviors, and 
understanding. We then must quickly deal with "A negotiated local 
organization of similarities and differences" (Cf. Parker, 2000). 


In general terms, the description of organizational culture should answer 
the main questions: 


¥ What do people in the organization do? 
¥ Why do they do that? 
¥ What meaning does it have for them and the organization? 


Hence, we must understand organizational culture as a descriptive term, and 
not as an evaluative one. It represents what the organization stands for, what 
moves it, and what keeps it together. In no way is an organizational culture 
homogeneous or static. 


An essential distinction between organizations is that between strong and 
weak cultures. "A strong culture has a greater influence on employee 
behavior and is more directly related to lower employee turnover. In a 
strong culture, everybody supports the core values strongly. The more 
members accept and adhere to the core values, the stronger the company's 
culture. Consequently, feelings of loyalty will grow, as will group cohesion 
and commitment, while employee turnover decreases" (Cf. Robbins, 2000). 


An issue to recognize within strong cultures is their difficulty adapting to 
changing conditions. In weak cultures, the opposite occurs. Thus, leadership 
and management must know how to navigate between weak cultures that 
are easier to steer but fail to support the organization forcefully and strong 
cultures that adapt with difficulty under changing circumstances but give 
powerful support to the organization's achievements. 
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Appendix X: SWOT Analysis 


The acronym SWOT stands for 
Strengths, Weaknesses, — Opportunities 
Opportunities, and Threats. It 


How do my strengths How do my strengths 


refers to a well-known analysis 


Strengths help me seize my help me turn away my 
method used by businesses for opportunities? threats? 


rt a . How do my weaknesses _ | How do my weaknesses 
measuring and evaluating their 

Weaknesses prevent me from capturing} prevent me to turn 
Table 6 Overall performance and 
that of competitors in an inter-subjective manner. The idea is Matrix 2 
to help businesses make smarter policies or strategic decisions. 


my opportunities? away my threats? 


Policy focuses mainly on sets of rules for rational decision-making or deals 
with problems by either solving, diminishing, or neutralizing them. 


A strategy is a special plan made to achieve a desired market position or 
reach organizational goals. Always aiming for important gains. In industrial 
and commercial organizations, policies are mostly subordinate to strategy. 


By confronting the four SWOT variables with each other in an interrelated 
2x2 matrix (see Matrix 1), an organization can gain knowledge and insight as 
to where it stands and how to better use its strengths, take opportunities, 
turn away threats, and find aspects that need improvement. 


Practice with the SWOT system showed that not only company problems and 
goals can be scrutinized through this technique. Also, a concept like 
CAPACITY, and therefore POWER, can be successfully examined by it. 


Chapter 7, Appraising the Capability of an Organization, offered the Power 
Appraisal Model (PAM) as a new technique that organizations can use for 
evaluating their potentialities beforehand when they plan to go after their 
problems or strategic goals. 


In this respect, the reader can have the assurance that the renowned SWOT 
technique can also function as a supporting instrument to reinforce the 
assessment of the capabilities of your organization. 
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Appendix XI: Key Points of Essential Ideas on Power 


The ideas of the reviewed philosophers and sociologists in this text offer 
valuable insights for the development of power dynamics in business 
organizations. Next, is an abstract of their main ideas. 


1. 


Sun Tzu: 

Recommends an intelligent and moral use of power through careful 
preparation and planning. 

Emphasizes the use of intelligence over force and the importance of 
knowing right from wrong. 

Advocates for achieving goals without resorting to direct conflict. 


. Ancient Greeks: 


Thrasymachus suggests that justice is the advantage of the stronger, but 
Socrates challenges this view by seeking a standard of wise rule. 

Plato proposes that political power should be based on superior 
intelligence and a knowledge of moral truths in service of the common 
good. 

Aristotle argues that the best regime corresponds to a virtuous way of 
life and should not alienate any part of the population. 


. Nicolo Machiavelli: 


Stresses the importance of strong leadership and the need to be 
pragmatic in achieving one's goals. 

Asserts that national interests and sovereignty should take precedence 
over morality. 

Proposes contingency planning and recognizes the importance of loyal 
followers and caution towards opposition. 


. Social Contract Theorists (Hobbes, Locke, Rousseau, Kant): 


Suggest the introduction and usage of social contracts to establish moral 
and political rules of behavior. 

Focus on social security and protection, complementing individual 
accomplishments and performance. 


. Founders of Sociology (Marx, Durkheim, Weber): 


Marx views power as a zero-sum concept, where the dominant class's 
gain represents a loss for the rest of society. 
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Durkheim emphasizes cooperation, interdependence, and shared goals 
as the basis for societal power and structure. 

Weber introduces the notion of authority as the legitimate use of power 
stemming from hierarchy. 


. 20th Century Philosophers (Nietzsche, Arendt, Foucault, Giddens): 
Nietzsche sees the "will to exert power" as an irrational force that drives 
humans towards achievement and ambition. 

Arendt highlights the role of power in resisting evil and warns against 
the consequences of inaction. 

Foucault's perspective on power emphasizes its omnipresence and 
connection to knowledge, discourse, and regimes of truth. 

Giddens’ structuration theory emphasizes the reciprocal relationship 
between action, social structure, and power, and the potential for social 
change through understanding and influencing these structures. 
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Appendix XII: From Essential Ideas to Valuable Action 


The ideas of the philosophers and sociologists reviewed in this text provide 
diverse insights into power dynamics, which can be adapted and applied in 
the context of business management and leadership. By combining these 
perspectives, business leaders can create a more ethical, effective, and 
sustainable approach to wielding power within their organizations. 


iF 


Sun Tzu's emphasis on intelligence and careful planning can be valuable 
for business leaders to make strategic decisions and achieve their 
objectives without unnecessary conflict. 

Plato and Aristotle's focus on intelligence, moral truths, and virtue can 
guide leaders in prioritizing the interests of their employees and 
stakeholders for the common good of the organization. 

Machiavelli's pragmatic approach to leadership can remind business 
leaders to be adaptable, surround themselves with loyal and competent 
followers, and prioritize the interests of the business. 

The social contract theory's emphasis on social security and protection 
can inspire companies to implement policies that ensure the well-being 
and safety of their employees, promoting a more conducive and 
productive work environment. 

Weber's notion of authority as legitimate power can guide leaders in 
fostering a culture of respect and adherence to rules, ensuring a smooth 
functioning organization. 

Foucault's analysis of power being intertwined with knowledge and 
discourse can make businesses more aware of the power dynamics in 
communication, marketing, and public relations, leading to a more 
responsible use of their influence. 

Giddens’ structuration theory can encourage leaders to understand the 
reciprocal relationship between their actions and the social structures 
within the organization, allowing them to bring positive changes through 
thoughtful decision-making and empowering their employees. 


For long-term sustainability, business leaders and managers must align with 
ethical principles, encouraging openness, fairness, employee inspiration, 
and a sincere dedication to the common good of everyone involved. 
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Balance, Links, and Synergy 


If the universe itself would not endure if all its matter and energy were not 
in balance with each other, is it any wonder that in an organization, power 
must be in balance? 


If everything in the universe is dynamic and interconnected, is it strange 
that in organizations, active links enhance the functioning of the whole? 


If the universe functions optimally because it is a coordinated system, is it 
hard to understand that interaction and collaboration within an 
organization create synergetic effects that improve the service to 
everyone? 


Let the above train of thought be a support for why, in business 


organizations, BALANCE, LINKS, and SYNERGY are essential matters. 
Text Box 8 
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REMEMBER 
In the marketplace, embrace Aristotelian ideals of nobility and virtue, and heed 
Sun Tzu's moral wisdom. Nurture collaboration in business organizations, while 
upholding social obligations to create a harmonious and prosperous path to 
success. Text Box 9 


List of abbreviations: 

Al Artificial Intelligence. 

BPM _ Basic Power Model. 

CBM Comprehensive Business Model. 


Cf. Confer, meaning 'compare.' 
GPT Generative Pre-Trained Transformer. 
IMI —_ Intelligent Market Information. 


KPC Key Power Cycle. 

MIS Management Information System. 
PAM Power Appraisal Model. 

TQM Total Quality Management. 

VS. Versus 
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